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The primary intent of this paper is to focus on the 
problem of employee productivity in the Department of Adminis- 
trative Services of the City of Atlanta. It is the writer's 
opinion that the system currently utilized to reward employees 
does not use effective measures that give an employee the 
incentive to be more productive. 
This study proves, through the use of an attitudinal 
survey, that employees feel that they would be more productive 
under a system that would directly link pay to performance. 
The information for this study was taken from periodicals and 
books that pertain to employee motivation in the public and 
private sectors. The survey questionnaire responses were also 
used in the study. 
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I. INTRODUCTION 
In a recent article in The Atlanta Constitution, Mayor 
Andrew Young emphasized that the City of Atlanta needed to 
improve productivity because of predicted loss of federal and 
state revenues in the next few years. In the article, dated 
August 16th, Young repeated his theme that the City of Atlanta, 
while its population is only 430,000, is providing services 
for a metropolitan area of two million.^- Being a student of 
government, the writer was able to make the same observation 
concerning the productivity of city employees during his 
internship experience, and it is the writer's intention to 
address the need for increased productivity among city 
employees. 
There are several ways in which appraisals of employees' 
performance could contribute to increased productivity in state 
and local governments. Performance appraisals could be used 
to determine which employees would receive monetary incen- 
2 
tives to reward improved productivity. Appraisals could serve 
as a means through which managers show their approval or 
1"Mayor: City Workers Must Step Up Productivity," 
The Atlanta Constitution, 16 August 1985, p. 19A. 
2 John M. Greiner; Harry P. Hatry; Margo P. Koss; Annie 
Millar; and Joanne Woodward, Productivity and Motivation 
(Washington, D.C.: The Urban Institute Press, 1981), p. 179. 
1 
2 
disapproval of employee performance in an attempt to improve 
an already satisfactory record or overcome an unsatisfactory 
one. 
The appraisal techniques currently being used in state 
and local governments fall into three main groups (1) super¬ 
visory rating of individual employees, (2) appraisal of indivi¬ 
dual employees based on their success in achieving preset per¬ 
formance targets as an appraisal by objectives program, and (3) 
group evaluations. While few governments rely on narrative 
appraisals, many use ratings from standardized instruments for 
making ratings from which to reward workers. 
Numerous state and local governments reward workers 
through monetary and non-monetary incentives. Non-monetary 
incentives consist of pens, citations, plaques, a feature story 
in the employee newspaper or a visit from the head of the 
department or agency. It is the writer's belief that monetary 
incentives are more effective than non-monetary incentives. 
In recent years a variety of monetary incentive plans 
have been used to stimulate the productivity of state and 
3 
local government employees. These plans have varied with 
respect to their coverage. Plans that reward individuals on 
the basis of their own performance are termed "individual 
incentives." Plans which reward group performance and provide 
more or less to each member are known as "group incentives." 
3 
Elmber Burack and Nicholas Mathys, Human Resources 
Planning: A Pragmetic Approach to Manpower Staffing and 
Development (Lake Forest, Illinois : Brace-Park Press, T980) , 
p. 53. 
3 
Most monetary incentive plans in the public sector fall into 
nine major classes (see Appendix A). 
Defining Productivity 
Productivity is typically defined as the ratio of out¬ 
put to input. Generally it is thought to be desirable to have 
both output and input expressed in the same terms of units of 
measurement, such as dollars of value and costs, respectively. 
The most commonly used measure of productivity is output per 
work hour of labor productivity. There is nearly universal 
agreement that labor productivity, or productivity defined as 
output per hour worked, is too narrow a concept to be employed 
4 
as a measure or definition of the term productivity. 
Productivity by any reasonable definition must relate 
the output to its total cost, not merely to the hours worked 
in producing output.^ 
4 
Earl A. Allusi and Daniel K. Meigs, Jr., "Potentials 
for Productivity Enhancement from Psychological Research and 
Development," American Psychologist (April 1983):487. 
^Ibid., p. 488. 
II. THE PROBLEM AND ITS SETTING 
The problem was identified from the writer's internship 
experience. The internship was done with the Bureau of Per¬ 
sonnel and Human Resources, a division of the Department of 
Administrative Services of the City of Atlanta. 
The Department of Administrative Services consists of 
the following bureaus: 
(1) Bureau of Personnel and Human Resources 
(2) Bureau of Purchasing and Real Estate 
(3) Bureau of Motor Transport Services 
(4) Bureau of General Services 
(5) Bureau of Labor Relations 
The purpose of the Bureau of Personnel and Human 
Resources is to establish a system of sound personnel adminis¬ 
tration for the City of Atlanta that provides for the recruit¬ 
ment, selection, development, and retention of an effective 
work force of capable, diligent, productive and honest career 
employees. This system includes policies for employee hiring 
and advancement training, career development and safety, posi¬ 
tion classification and salary administration. The bureau is 
also responsible for the effective utilization of personnel 
and employee performance evaluation, employee relations and 
the disposition of employee grievances, discipline, discharge 
4 
b 
and other related activities. It is the objective of the 
bureau to determine personnel matters on the basis of merit 
and qualifications without regard to race, color, sex and 
national origin or political affiliations. 
The Bureau of Personnel and Human Resources consists of 
seven divisions: 1) Recruitment, 2) Evaluation, 3) Certifica¬ 
tion and Records, 4) Classification, 5) Affirmative Action, 6) 
Worker's Compensation, and 7) Employee Development. 
The first few weeks of the writer's internship con¬ 
sisted of an orientation to all seven divisions of the Bureau 
of Personnel and Human Resources. The writer began the intern¬ 
ship in the Recruitment Division. The major responsibility of 
the Recruitment Division is to attract qualified persons for 
employment with the City of Atlanta. It develops and maintains 
all recruitment programs. The job applicant intake unit per¬ 
forms a preliminary review cf applications and maintains resume 
files complete with a mailing list for all prospective appli¬ 
cants. The unit also distributes job announcement bulletins. 
The second half of the internship was done in the 
Classification Division. The Classification Division has 
responsibility for the preparation, maintenance and revision 
of a position classification plan for all positions in classi¬ 
fied services in the City of Atlanta. The classification of 
positions is based upon review of duties and responsibilities 
along with a comparison with other positions in the same or 
similar classes. The division is also responsible for the 
maintenance or revision of pay to insure equity within the 
6 
system and comparability with relevant labor markets. Other 
major functions of the Classification Division include making 
recommendation on the creation and classification of new jobs, 
and the abolishment of existing positions and classifications. 
While working in the Classification Division, the 
writer found that the Department of Administrative Services 
does not use performance-based monetary incentives on an indivi¬ 
dual basis to reward employees who receive exceptional perform¬ 
ance evaluations. Although the Department of Administrative 
Services employee manual states that work performance may be 
used in determining merit salary increases, the City of Atlanta 
does not utilize procedures that reward employees individually 
in specified terms for exceptional performance. 
The City of Atlanta uses a system that entitles em¬ 
ployees to receive an increment upon completion of 260 days or 
one caleandar year of paid service. In no event can any salary 
increment be granted prior to the completion of one calendar 
year of paid service. Upon completion of each succeeding 260 
days each permanent employee shall receive a salary increment 
until he or she advances to the seventh step of the pay range 
within the applicable position classification. 
The employee performance evaluation system used by the 
Department of Administrative Services involves the periodic 
rating of the employees by their supervisors. The employee 
can be rated in the following categories: 
1. Outstanding 




5. Requires Improvement 
6. Insufficient 
Letters of commendation are given to employees who, in a 
specific act, have done exceptional work on a specific date 
and time period. It is the writer's opinion that the utili¬ 
zation of the letter as an incentive is totally inadequate 
when compared to the use of an individual monetary incentive 
in an effort to ermite a more productive work force. 
A complete description and definition of the employee 
performance evaluation used by the Department of Administra¬ 
tive Services is given in Appendix B. 
The major weakness that the writer observed in the 
performance evaluation system used by the Department of Admin¬ 
istrative Services is that it does not use a reward mechanism 
based on monetary incentives to compensate employees than per¬ 
form exceptionally. The system currently utilized is viewed 
by the writer as increasing the period of employment of an 
individual without effective measures to increase the product¬ 
ivity of that individual. 
Therefore, the problem examined in this paper is the 
lack of incentives to moti^/ate employees of the Department of 
Administrative Services to be more productive. The paper also 
establishes the fact that the manager’s perceptions of the 
incentives that motivate the employees to higher production 
are at serious variance from the perceptions of the employees. 
III. REVIEW OF THE LITERATURE 
Studies of the preferences of public employees indicate 
rather consistently that even though high wages are frequently 
not one of their major objectives, their opinions about the 
adequacy of their compensation are often so unfavorable that 
additional monetary rewards are often preferred over most other 
types of motivators.^ Moreover, studies in the states of New 
Jersey and Washington, indicate that monetary rewards can play 
an especially important role in efforts to improve government 
7 
productivity. Five governments using the performance-based 
bonuses felt that productivity had improved with the exception 
of one (Fort Worth, Helena, Jersey City, Philadelphia, and the 
State of Montana). Philadelphia reported that job satisfaction 
improved but not productivity. In Philadelphia the lack of 
effectiveness was seen as being a result of the absence of 
objective performance criteria. Officials of two cities using 
bonuses (Arlington, Texas and Downer's Grove, Illinois) also 
felt their plans using performance bonuses were less effective 
because of a lack of objective performance criteria. The 
effectiveness of a performance evaluation system is dependent 
upon the accuracy and objectivity of the performance criteria. 




Psychological Approaches to 
Increased Productivity 
9 
Starting with the lessons of the Hawthorne studies, 
most informed people would justifiably agree that the findings 
of the behavioral sciences can improve the quality of work 
life. The following strategies are psychological approaches 
that are often used to increase productivity: 
1. Recruitment and selection refers to programs 
that aim to determine the productivity conse¬ 
quences of changes in the methods by which 
personnel are recruited, selected, or placed 
on jobs. Revised procedures in the recruit¬ 
ment and selection process might involve 
tests, interviews, application forms, or a 
combination of them. 
2. Training and instruction activities represent 
the most frequently reported approach to pro¬ 
ductivity improvement during 1971-1981. They 
are found to be successful in a variety of 
organizational settings, with various types 
of personnel, and in terms of a number of pro¬ 
ductivity criteria including quantity and 
quality of work, cost reduction, turnover, 
absenteeism, and accidental reduction. 
3. Appraisal and feedback consist of procedures 
for assessing each employee's job performance 
and providing him or her with individualized 
guidance via feedback, coaching, or counseling. 
A popular variety of this type of program is 
called management by objectives (MBO). 
4. Goal setting is related to both feedback and 
MBO but is more specifically limited to the 
specification of goals for particular but 
important aspects of performance; the goals 
are set at high but attainable levels. 
5. Work redesign to enhance motivation continues 
to be one of the lively topics in this field. 
The strategy has spread from the enrichment 
of individual jobs to that of jobs of work 
units and teams. 
10 
6. Supervisory methods along with compensation 
are among the oldest strategies for improv¬ 
ing productivity. The supervisor is a key 
person in administering some of the older 
programs including MBO, appraisal and 
training. 
7. Organizational structure is concerned with 
patterns of responsibility, authority, 
activity, and communication that are beyond, 
or in addition to, those in the work group. 
8. Decision-making techniques revise the patterns 
of teamwork in analyzing organizational prob¬ 
lems and deciding on solutions. Interventions 
into the decision-making process in field 
settings are new and hold promise for raising 
productivity. 
9. Work schedules in recent years have been used 
to increased productivity. Innovations in 
this area have mainly taken on two forms: 
flexible working hours or redistribution of 
hours through the week. The first of these 
"flextime" consists of giving employees the 
option of arriving at and leaving work at 
times that suit them. The most common example 
of redistribution of hours involves allocating 
the normal weekly working hours to four days 
rather than the customary five. 
10. Societechnical systems redesign refers to 
changes to such a marked degree in a number 
of important respects as to constitute a 
revised pattern of using human and technolo¬ 
gical resources. Usually those changes evolve 
over a period of time from one to several 
years and involve the orchestrated application 
of several of the kinds of programs discussed 
above.8 
The Impact of Financial Compensation 
Financial compensation constitutes the oldest and most 
universal approach to improving work performance. Recent 
g 
Raymond A. Katzell and Richard A. Guzzo, "Psycholo¬ 
gical Approaches to Productivity Improvement," American 
Psychologist (April 1983) : 468-470. 
11 
research seeks innovative ways of doing so. For example, link¬ 
ing compensation to performance via some type of incentive plan 
is increasingly being used and with good effect with white 
collar and service personnel, in addition to its traditional 
use with factory workers. Studies have also shown that finan¬ 
cial reward can be used for improving aspects of productivity 
in addition to output, including absenteeism and tardiness. 
Plant-wide or department-wide plans are seeing increasing use 
. . . 9 
in contrast to individual or group incentives. 
There have been numerous assessments of the impact of 
monetary incentives on employee productivity in the private 
sector, but information on the impact of public sector incen¬ 
tives is quite limited. The results of private sector 
research indicate that individual monetary rewards are effec¬ 
tive in increasing employee productivity. Group rewards are 
less effective than individual rewards. Many studies indicate 
that one of the most important factors pertaining to a mone¬ 
tary incentive plan is the degree to which pay is dependent 
upon performance. 
Evaluations of monetary incentive plans in the public 
sector indicate that the use of shared savings plans, piece¬ 
work, and to some extent, other types of performance bonuses 
in state and local governments have produced some significant 
improvements in productivity and cost savings, especially 
9 
Samuel C. Wright, "Incentive Compensation has Its 
Risks but Prudent Plan May Hike Productivity," The American 
Banker Vol. 149 (October 9, 1984):3. 
12 
when programs have been based on objective criteria focusing 
on job performance.'*'^ The success of monetary incentives has 
been confined largely to areas where objective information on 
performance has been readily available, such as sanitation, 
police, vehicle maintenance, water meter repair and data pro¬ 
cessing.'*'''' Savings have also been reported in connection with 
suggestion awards however, group incentives appear to be par¬ 
ticularly appropriate for public sector motivational efforts 
where individual contributions are difficult to measure. Their 
use to date has been limited. 
The merit increase, the most common type of monetary 
incentive in the public sector, appears to have had the least 
amount of evaluation. In fact, there has been no systematic 
assessment of the effectiveness of merit increases, although 
research findings from the private sector indicate that such 
raises are likely to have little or no motivational power 
under current appraisal systems. A great disadvantage of 
merit increases is that, unlike bonuses, they usually cannot 
be withdrawn once they are given, even if performance subse- 
12 
quently decreases. In short, the overall long-term incentive 
value of merit increases has yet to be demonstrated. 
Private sector research on the relationship between 
monetary rewards and job satisfaction has not produced a 
•^John M. Greiner et al., Productivity and Motivation, 
p. 108   
11Ibid. 
l^David N. Ammons and Joseph C. King, "The Pro's and 
Cons of Merit Pay," Personnel Administrator (July 1983):72. 
13 
consistent relationship. Apparently, job satisfaction depends 
on numerous factors specific to each case. Public sector 
results are equally sparse. A recent study of the use of mone¬ 
tary incentives in three local governments concluded that 
13 employee job satisfaction actually improved. As for the 
various merit increase procedures, there have been few formal 
14 assessments of these on 30b satisfaction. 
The expectancy theory of motivation is very important 
to psychological approaches used to increase productivity 
especially when it involves monetary incentives. The effort 
to increase productivity greatly depends on the employee's per¬ 
ception of the value of the rewards and the employee's degree 
of confidence that increased effort will produce outcomes that 
will be rewarded. 
In a recent workshop conducted by the management con¬ 
sult team of Towers, Perrin, Forster and Crosby which involved 
bankers, executives and others, it was stated that incentive 
compensation for employees involves risks as well as potential 
advantages. The consultants felt that a successful plan can 
result in a 15 percent productivity improvement. It was made 
clear by the consultants that incentive plans will not neces¬ 
sarily solve producti'-rnty problems. In fact, it can create 
15 






Samuel C. Wright, "Incentive Compensation Has Its 
Risks But Prudent Plan May Hike Productivity," p. 3. 
14 
A bad plan can result in paying employees more for the 
same amount of work or even less work, but a successful incen¬ 
tive plan, however, typically will result in a 15 percent pro¬ 
ductivity improvement. Incentive programs should be used only 
when they fill a demonstrated need, help management achieve its 
institutional goals, and spur employees to make more effective 
use of their time, the consultants stressed.^ Incentives may 
also be necessary to match competitors' offers. Incentive plans 
may additionally be used for employees doing processing jobs or 
groups of employees. 
Incentive plans for employees doing processing jobs 
include payment on a piecework basis, establishment of salary 
scale progressions and bonuses related to performance. Basic 
to all of these is the maintenance of records of base pay¬ 
ments. Group incentive plans can be used to reward members of 
a working team on the basis of measured output of the entire 
team. Gain-sharing is another group plan that applies to the 
overall unit and pays rewards based on improvements over a 
17 
historical standard. In plans made for groups, savings made 
in payroll are more attributable to more effective work by the 
group and may be divided among the employer and the group's 
members in accordance with a formula. 
The consultants also stressed that full communication 






The consultants felt that management should not think that 
details of a plan can be kept confidential. Also, a plan 
should be started on a small scale and be permitted to grow 
and expand to cover new groups of employees as additional 
departments request them. Plans fail most often, the consul¬ 
tants warned, when management thought they were going to pull 
18 
a "smoothie" in the guise of establishing an incentive plan. 
It was also felt that group incentive plans need a payoff in 
the first couple of months to get off to a good start. 
Financial Incentives in Government 
(Lessons form the SES—Senior 
Executive Service)- 
Theory concerned with human motivation in the workplace 
is abundant. For the purpose of this paper it is necessary 
only to identify several major themes that have been prominent 
in this century. The first theme identified with Frederick 
Taylor, Luther Gulick, and others, asserts that the practice 
of government is virtually identical to the practice of busi- 
19 ness. This assertion supports the belief that productivity 
can be measured and improved and employees can be motivated 
and rewarded accordingly. Though not fully elaborated in 
early writings, this school of thought implicitly advocated 
the use of "rewards" (promotions, pay increases, increased time 
18 
Ibid., p. 17. 
19 
Patricia W. Ingraham and Charles Barnlleaux, 
"Motivating Government Managers for Retrenchment: Some 
Possible Lessons from rhe Senior Executive Service," Public 
Administration Review (October 1983):394. 
16 
off, and others as well as use of punitive measures when the 
occasion demanded.^ 
The role of various incentives is discussed in more 
detail by theorists such as Maslow and Herzberg. Maslow's 
"hierarchy of needs" and Herzberg's description of motivators 
and dissatisfiers are two examples of efforts that differen¬ 
tiate between rewards. The theorist Bozeman, citing Lawler 
and other theorists, notes that government reforms may be most 
on target when they focus on pay issues as significant moti- 
21 
vators. Research-based wisdom tells us that pay and monetary 
incentives generally can be powerful motivators. Most re¬ 
searchers conclude that pay is significantly related to product¬ 
ivity and a sense of psychological well being only if the worker 
perceives that performance and reward are closely tied. Data 
from surveys done in the Senior Executive Service (SES) further 
proves that pay is significantly related to productivity. 
The data analyzed here are from three primary sources. 
The Federal Employee Attitude Surveys, Phases I and II were 
22 
administered by the U.S. Office of Personnel Management. 
Supplemental data from surveys conducted by the State Univer¬ 
sity of New York at Bignhamton and the U.S. Merit Systems 
Protection Board were also included. 
20Ibid. 
21 
Bozeman, cited in Ingraham and Barrileaux, "Motivat¬ 
ing Government Managers," p. 394. 
22 
Ibid., p. 396. 
17 
The Merit System Protection Board surveyed a random 
sample of 1,500 SESERS and had a return rate of 75 percent in 
November of 1980. Ninety-two percent of the SESERS who 
responded to the survey indicated that they would be motivated 
to some extent by a cash award and of that number 45 percent 
replied that a cash award would be a great or very great incen¬ 
tive. Federal Employee Attitude Survey II further explored the 
role of various incentives by asking senior managers what they 
thought about financial incentives as a management tool. 
Eighty-seven percent responded that a salary increase would 
serve as a great motivator for their employees and more than 
23 
half felt that a cash award would greatly motivate employees. 
The data from these surveys also indicate that rewards 
must be received contingent on performance if employees are to 
be motivated, but the contingency linking pay to performance 
must be one that first satisfies the perceptions of employees 
24 





IV. INCREASING PRODUCTIVITY THROUGH MANAGEMENT 
Although U.S. workers express satisfaction with their 
25 
jobs, their productivity improvement has slowed appreciably. 
Recent reports paint a picture of steady decline of U.S. indus- 
2 6 
trial productivity relative to other industrialized nations. 
Many management policies and practices are at least 
partially the blame for change in employee attitudes towards 
work. Powerful tools lie within management's control if only 
management chooses an overall strategy for performance 
improvement. Management must develop a unified consistent 
strategy for increasing employee productivity through motiva¬ 
tion, but first management must define motivation in a way that 
creates situations that motivate employees in the desired 
direction. In many instances the employee might be willing 
but lack the proper skills or have the wrong idea of what is 
expected. Management must make sure the worker has no doubts 
about ability, skill or knowledge and that there is no ambi¬ 
guity surrounding job requirments. 
In the linkage of pay to performance management must be 
concerned with five issues: (1) value of reward, (2) magnitude 
^Jàmes M. McFillen and Phillip Podsakoff, "A Coordi¬ 
nated Approach to Motivation Can Increase Productivity," 
Personnel Administrator (July 1983):48. 
18 
19 
of reward, (3) timing of reward, (4) likelihood of reward, and 
(5) equity of reward. 
Annual increases or across-the-board wage adjustments 
are not satisfactory substitutes for performance related com- 
27 
pensation. This managerial action results in low performers 
accruing the same benefits and advantages as high performers. 
Recently a manager in a government agency complained about 
employee productivity. When asked how much of a raise the 
manager gave his top performers, he replied 8 percent. When 
asked how much his lowest performer received in a raise, he 
replied 7 percent. One may argue whether 7 percent is of suffi 
cient magnitude given 10 percent inflation, but the belief that 
a 1 percent differential is sufficient to reward high perform- 
2 8 
ance is purely wishful thinking. 
Linking Pay to Performance 
The more highly a person values the various rewards 
that may be obtained (and the more undesirable the penalties 
that may be avoided) the greater the person's work motiva- 
29 
tion. Highly valued rewards will not prompt high motivation 
if the person sees no chance of obtaing them, nor will high 
expectancy of obtaining rewards or avoiding punishment produce 
2^Ibid., p. 46. 
2 8t, . , Ibid., p. 52. 
29 . Kenneth T. Wilburn, "Linking Pay to Performance is a 
Proven Management Tool," Personnel Administrator (October 1983) 
61. 
20 
high motivation if the outcomes of effort are viewed as trivial. 
The stronger the perfomance-reward tie, the more highly 
valued rewards will be. Rewards obtained as a result of one's 
performance will have more psychological value than rewards 
30 
obtained for non-performance reasons. For example, the 7 per¬ 
cent salary increase obtained in an organization where the 
average is 7 percent will likely be more highly valued than an 
across-the-board 7 percent increase. A person can take a little 
credit for achieving an across-the-board increase; it merely 
signifies a person has survived for another year. In the case 
of the City of Atlanta, the survival of 260 days or one calendar 
year in a system that does not link pay to performance means not 
only the survival of another year, but a salary increment. 
The stronger the performance-reward relationship, the 
higher the organization-wide level of work motivation. Conse¬ 
quently, in organizations where rewards are largely unrelated 
to job performance, many employees are expected to exhibit 
31 
little work motivation. The stronger the performance-reward 
relationship the more likely it is that high-performing em¬ 
ployees will be retained. In organizations where rewards are 
largely unrelated to job performance, the most productive 
employees will tend to be the least satisfied and the most 
likely to quit. 
Increased rewards will generally raise job satisfac¬ 




productivity is a precondition for happiness, in essence, 
rewards must be based on performance. 
There have been numerous reports and case studies of 
lethargy and inefficiency in public sector organizations, 
especially those organizations such as the City of Atlanta 
that have typically opted for the across-the-board approach to 
reward distribution. The following is an unsolicited testimony 
provided by a supervisor working for an agency of a large muni¬ 
cipal government: 
Over the course of fifteen years with the city . . . , 
I have obseived that policies, attitudes and per¬ 
verse techniques of administration and management 
have tended to drive out the most able employees in 
the work force. With good people leaving on a con¬ 
tinuing basis, the agency finds itself saddled with 
an inordinate number of low performers,'crazies' 
and non-functioning people.32 
Judgemental Evaluation and Performance 
Since the Department of Administrative Services for the 
City of Atlanta uses a judgemental evaluation of employee per¬ 
formance, it is very important to address critical issues con¬ 
cerning the link between judgemental rewards and performance, 
if a plan is decided to be implemented by the department. Vir¬ 
tually no research has been directed toward the large middle 
33 ground of judgement-based merit reward systems. 
3 2 
David N. Ammons and Joseph C. King, "The Pros and 
Cons of Merit Pay," Personnel Administrator (July 1983):72. 
33 
Howard Harrison and Rebecca Hayden, "The Link 
Between Judgemental Rewards and Performance," Personnel Admin¬ 
istrator (April 1983) : 78. 
22 
Organizations frequently claim to employ merit reward 
systems, but often there are differences between espoused poli¬ 
cies and actual practices. All judgemental merit reward 
systems are not identical. There will be differences in the 
degree to which evaluated performance is tied to rewards and 
the magnitude of variation in available rewards. A recent study 
of ten branches of a large financial institution by Richard 
Kopelman, Professor of Management at Baruch College, revealed 
that those branches with a strong tie between performance and 
rewards achieved higher levels of rated performance than did 
those branches with a weak tie between performance and rewards. 
The tie between performance and rewards is very important to the 
overall effectiveness of an incentive plan but one cannot over¬ 
look the importance of an active feedback program. 
Providing feedback to employees may be one of the most 
important and overlooked processes in the practitioner's world 
3 4 of personnel management. The term feedback means information 
relating to both positive and negative aspects of job perform¬ 
ance. The feedback process involves how the supervisor delivers 
the feedback and how the feedback is preceived by the subordi¬ 
nate. If the employees view the feedback as being reasonable 
from the supervisor, they may have both the information and the 
motivation to improve their job performance. Here are several 
axioms that provide effective feedback: 
34 
Faye Walther and Susan Taylor, "An Active Feedback 
Program Can Spark Performance," Personnel Administrator (June 
1983):107. 
23 
Specificity: The employee needs feedback on 
specific aspects of his job performance. 
This information will help subordinates to 
maintain desired levels of performance and to 
correct deficiencies. 
Consistency: Information on specific aspects 
of job performance should not vary unpredict- 
ably between overwhelming praise and harsh 
criticism. For example, the employee should 
not be praised for good performance at periodic 
reviews and then given a poor annual performance 
rating. This behavior will be perceived by the 
employee as inconsistent, and the employee will 
be surprised or shocked by the outcome of the 
annual review. Instead, a consistent pattern 
of feedback about performance levels should 
begin to emerge over time in the communication 
between supervisor and subordinates. 
Timing : Feedback should be given as soon as 
possible after a specific event. While the 
event is still fresh in the employee's mind, 
this information encourages them to improve on 
performance or to maintain the desired response. 
If feedback is delayed or simply not provided 
to employees, they may not be able to guage the 
success or failure of their job performance. 
Sign: Feedback should encompass a mixture of 
positive and negative information so that the 
employee is able to correct problem behaviors, 
but is not overwhelmed by the impact of the 
negative information. This combination of infor¬ 
mation can motivate the employee toward greater 
accomplishment of organizational goals. 
Credibility (expertise and trust): The manager 
must be perceived by the employee as a fair and 
accurate source of information. The implication 
of this statement is that the manager must be 
knowledgeable of the employee's job performance 
and be willing to systematically evaluate it. 
Accuracy: The communications from the supervisor 
to the subordinate must be perceived as accurate 
by the employee. If the supervisor introudces 
personal bias or demonstrates a lack of knowledge, 
the communication will not be accepted by the 
employee. Indeed, inaccurate communication may 
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lower the employee's work motivation and organi¬ 
zational commitment .3 5 
35 Ibid., p. 108. 
V. ANALYTICAL APPROACH (METHODOLOGY) 
The analysis of the problem of employee productivity in 
the Department of Administrative Services of the City of 
Atlanta must be centered around the employees themselves. In 
an effort to increase productivity the writer feels that you 
must first be concerned with the attitudes of employees toward 
a plan linking pay to performance. It is also the writer's 
opinion that you must be concerned with the employees atti¬ 
tudes toward incentives used by state and local governments 
as motivators. The best way to measure these attitudes is 
through the use of a questionnaire designed to reflect the 
attitudes of employees. A reliable method of measuring em¬ 
ployee attitudes is through survey research. 
Survey research provides one of the few techniques 
available for the study of attitudes, values, beliefs, and 
motives. Survey methods may be adapted to collect ganera- 
lized information from almost any known human population with 
the exceptions of extremely young children and persons with 
extreme physical or mental incapacities. Surveys also pro¬ 
vide a large amount of data at relatively low cost in a short 
period of time. 
A survey was constructed by the writer that measured 
employee attitudes toward seven incentives using a modified 
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L_kert Scale (see Appendix C). 
The survey was constructed by using part of the format 
of the Federal Employee Atittude Survey Phase II that was 
administered in 1980. A modified Likert Scale was used to 
reflect the certainty of employee responses. 
One hundred fifty questionnaires were distributed to 
five bureaus with the Department of Administrative Services. 
The total employee population of the Department of Administra¬ 
tive Services consist of 1,100 employees, 150 respondents 
representing 13 percent of all employees in the Department 
of Administrative Services were selected as the sample to 
which the survey instrument was sent. Thirty instruments were 
given to each bureau with the exception of the Bureau of Labor 
Realtions, aid the Bureau of Motor Transport because of the 
number of employees in each. The Bureau of Labor Relations 
has the smallest number of employees and the Bureau of Motor 
Transport has the largest. A representative sampling came 
from each bureau surveyed irregardless of pay grade or job 
title. It is the opinion of the writer that unequal distribu¬ 
tion of surveys to these two bureaus whould not have an 
adverse effect on sruvey findings. Ten instruments were dis¬ 
tributed to the Bureau of Labor Relations and fifty were dis¬ 
tributed to employees of the Bureau of Motor Transport. 
Ninety-five of the 150 instruments were responded to and 
returned percentage response to the opinionnaire is 63 percent. 
Summary responses to the opinionnaire are given in Table 1. 
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Analysis of Responses 
The results of this survey distinctly show that employees 
of the Department of Administrative Services feel that a plan 
linking pay to performance would better motivate them. Fifty- 
seven percent of the employees responded that they would be 
motivated to a great or very great extent by a plan linking pay 
to performance. Thirty-seven percent indicated that they would 
be motivated to a little or some extent by linking pay to a 
performance plan. 
The results indicate that the employees of the Department 
of Administrative Services value monetary rewards that may be 
obtained through a plan linking pay to performance. However, it 
is very important that the rewards used in a plan are perceived 
to be obtainable in order to increase work motivation. The per¬ 
ceptions of employees become increasingly important when it con¬ 
cerns a performance-reward relationship. The relationship must 
be viewed as a cohesive one where rewards are closely related to 
job performance. 
The results also show that a salary increase is the most 
effective monetary incentive. Sixty percent of the employees 
responded that they would be motivated by a salary increase to 
a great or very great extent, while 37 percent responded that 
they would be motivated to a little or some extent. Although 
the cash award did not have the same response as a salary 
increase, it still can be used as an effective motivator. 
Forty-four percent of the employees responded that they would 
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be motivated by a great or very great extent by a cash award 
while 44 percent indicated that they would be motivated to a 
little or some extent. 
The employees responses to monetary incentives strongly 
support the theory that financial compensation can be used to 
improve work performance. The perceptions of employees based 
on the confidence that increased effort will produce outcomes 
that will be rewarded financially is essential for the success 
of a plan using financial compensation. To further support a 
plan using financial compensation, objective criteria must be 
developed that foucses on job performance. 
The percentage responses indicate that employees felt 
stronger about a salary increase than a cash award. Adminis¬ 
tratively, it should be determined whether a salary increase 
would be better used as a group or individual incentive. It 
should also be decided administratively where a cash award 
would be more conducive in producing greater work motivation, 
whether it be distributed individually or as a group incen¬ 
tive. It may be better to use a cash award incentive in an 
area such as data processing where objective information of 
performance is available and records- concerning individual 
performance can be kept. Consequently, it may be better to 
use a salary increase in those areas where performance can be 
best measured on a judgemental basis. 
An interesting result of the survey was the employees 
attutides toward training opportunities. Sixty-one percent 
2 S 
of the employees felt that they would be motivated to a great 
or very great extent by training opportunities, while 33 per¬ 
cent felt that they would be motivated to a little or some 
extent. 
It is the writer's feeling that the employees responses 
to training opportunities also supports the theory that finan¬ 
cial compensation can improve work performance. Although it 
cannot be determined concretely from the survey responses, it 
is the strong feeling of the writer that the responses by the 
employees to training opportunities may indicate that these 
opportunities are viewed as a means to increase knowledge and 
expertise that would improve work performance and subsequently 
lead to better financial compensation in the form of a promo¬ 
tion or salary increase. 
There were positive responses to some non-monetary 
incentives. Fifty-one percent responded that they would be 
motivated to a great or very great extent by having control 
of their work schedules while 41 percent would be motivated 
to a little or some extent. Forty-four percent of the 
respondents felt that they would be better motivated by addi¬ 
tional annual leave while 50 percent felt that they would 
be motivated to a little or some extent. Thirty-eight per¬ 
cent of the respondents felt they would be motivated to a 
great or very great extent by honorary recognition while 
fifty-one percent felt that they would be motivated to a 
little or some extent. 
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The rsrpo ises to non-monetary incentives in the writer's 
view does not. weaken the theory that financial compensation 
can improve work motivation. It is the opinion of the writer 
that most employees generally want additional annual leave 
whether it be used as reward or not. It is also the writer's 
opinion that an employee's desire to control his or her own 
work schedule is generally viewed by them as a means to improve 
working conditions if a plan of this type is established on a 
permanent basis that is not contingent upon work performance. 
Honorary recognition as indicated by its responses is the least 
effective motivator. The responses to this incentive reinforce 
the theory that financial compensation can improve work motiva¬ 
tion. 
Reviewing the survey responses one can conclude that 
training opportunities, salary increases, and cash awards can 
all be used as effective motivators in a plan linking pay to 
performance. It can also be concluded from the survey re¬ 
sponses that non-monetary incentives such as additional annual 
leave and control of work schedule could be used to complement 
a plan linking pay to performance. 
TABLE 1 
IMPORTANCE OF MONETARY INCENTIVES 








N N N 
Linking pay to 
performance 57.8% 55 35.7% 34 . 06^ 6 
Cash award 44.2% 42 44.2% 41 12.6% 12 
Salary increase 60.6% 57 37.2% 35 .02% 2 
Additional 
annual leave 44.2% 42 50.5% 48 . 04% 5 
Control of my 
work schedule 51.5% 54 41.0% 38 .03% 3 
Training 
opportunities 61.0% 58 3 3.6% 32 . 03% 3 
Honorary 
recognition 38.9% 37 51.5% 49 1.5% 11 
150 employees of 1,100 
percent; 95 responses 
employees = 13 percent; 
of 1,100 employees = .08 
95 responses 
percent 
of 150 employees = 63 
Source: Extracted from the Federal Employees Attitude Survey, administered by 
the U.S. Office of Personnel Management, 3980. 
31 
VI . CONCLUSIONS AND RECOMMENDATIONS 
Based on the survey findings the writer strongly recom¬ 
mends that a plan linking pay to performance be adopted and 
implemented by the Department of Administrative Services in an 
effort to increase productivity. However, management must 
realize its role in establishing policies and procedures that 
enhance the chances of a plan linking pay to performance 
before its actual implementation. Consideration should also 
be given to other types of incentives that better motivate 
employees. The better motivation of government employees can 
be an important step toward improving the efficiency and 
effectiveness of public services. Improved motivation of 
government employees is becoming increasingly important 
because they are being asked to provide more and better ser¬ 
vices to citizens who, at the same time, are asking for taxes 
to be reduced. One way of dealing with these conflicting 
demands is the creation of strategies that improve product¬ 
ivity. The intent of this study was to reveal findings that 
would indicate that a plan linking pay to performance could, 
if implemented, improve the productivity of the employees in 
the Department of Administrative Services of the City of 
Atlanta. It also attempted to show what type of incentives 
would be most effective in increasing productivity. 
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APPENDIX A 
TYPES OF INCENTIVE PLANS 
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1. Performance Bonuses are one-time financial awards paid 
specifically for superior job performance. 
2. Piecework Bonuses are special kinds of performance bonuses 
that tie a worker's pay directly to the worker's produc¬ 
tion. Variations of this practice include payment of a 
specified amount of money for each unit of output produced, 
payment for each unit produced above a specified amount, or 
payment on the basis of "standard hours" (engineered time 
standards) earned for each unit produced. 
3. Shared Savings Plans provide a monetary reward for a group 
of workers based on cost savings achieved within a given 
period. Usually, a specified portion of the savings is 
distributed among the employees who contributed to the 
cost reduction. The distribution is usually made as a bonus 
(and thus can be considered as a special type of performance 
bonus). Shared savings plans are public sector equivalent 
of profit-sharing plans in the private sector. 
4. Suggestion Award Programs are intended to encourage employees 
to contribute ideas for ways to decrease costs, increase 
quality, or otherwise improve the operation of their ogani- 
zation. These programs usually constitute a type of shared 
savings plan, in that the size of the award is based on the 
magnitude of the cost savings produced by the suggestion in 
the first year of its implementation. 
5. Performance-Based Wage Increases are permanent increases in 
wages or salary to reward high-quality performance as meas¬ 
ured by output, efficiency, or work quality. Two subtypes 
of performance-based wage increases are sepecially signifi¬ 
cant in the public sector: 
a. Merit Systems Increases. This type utilizes existing 
civil sendee or merit system procedures for awarding 
increases. Of special interest are those procedures 
that focus specifically on rewarding job performance— 
quantity and quality—measured in concrete terms. 
b. Performance Increases Obtained Through Productivity 
Bargaining. Some governments have turned to mechanisms 
outside their regular merit or civil service system 
procedures for awarding performance-based wage increases. 
Of particular significance are productivity bargining 
agreements that link higher pay to improved productivity. 
Two forms of productivity barganining are particularly 
worth noting. One is the "buy out, " a process agreement 
committee identifies changes that would improve product¬ 
ivity but that require the approval of the union. In 
return for union approval, management agrees to modify 
the current contract, for instance by addding a wage 
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increase. These rewards to workers are contingent on 
union approval of the changes; the success of the 
changes in improving productivity has no effect on 
the reward. A second form of productivity bargaining 
is called "gain sharing." The bargain here is designed 
to provide workers with monetary rewards only if pro¬ 
ductivity increases. The reward often must be funded 
out of savings generated by the workers. It may take the 
form of a one-time bonus or a permanent wage increase. 
6. Safety Awards involve the provision of monetary (or non¬ 
monetary) rewards to encourage employees to improve 
their safety records. 
7. Attendance Incentives involve the use of monetary re¬ 
wards to Tnduce employees to improve their attendance 
records, e.g., by reducing lateness or abuse of sick 
leave. 
8. Educational Incentives are monetary rewards given to 
encourage employees to take certain types of training 
or to continue their formal education. 
9. Career Development incentives are systems of well- 
defined promotional opportunities linked to training 
programs designed to quality employees for the posi¬ 
tions available. 
Source: John M. Greiner, Productivity and 







Employee Performance Evaluation 
1. Objective : A system for evaluating the work performance 
of City Civil Service employee has been adopted by DAS. 
Such employee performance evaluation shall be used pri¬ 
marily to inform employees as to the status of their 
worx performance and as to methods of improving such per¬ 
formance, if deficient. The performance evaluation may 
also be used in determining merit salary increases; as 
a basis for training, promotion, demotion, transfer or 
dismissal; and for such other purposes as set forth in DAS 
Rules and Regulations. 
II. General Rule: All classified and unclassified employees 
shall be evaluated thirty days prior to the following. 
1. Four month employee performance evaluation shall 
be used primarily to inform employees as to the 
status of their work performance and as to methods 
of improving such performance, if deficient. The 
performance evaluation may also be used as a basis 
for training, promotion, demotion, transfer or 
dismissal. 
a) A supervisor can ask to extend an employee's 
probationary period for an additional three 
months. 
2. Six month performance evaluation shall be for any 
employee appointed from an eligible list to a posi¬ 
tion in the classified service. 
a) If this report is not sent in by the end of 
the six-month period, the employee becomes 
permanent by default. 
3. Anniversary. Employees are evaluated annually at 
least thirty days prior to the anniversary date 
of their employment or promotion date. 
4. Change in Position. Employees are also evaluated 
at the time of a transfer or change in supervision, 
and on an interim basis as deemed necessary. 
III. Procedure. To evaluate the performance of subordinates, 
the supervisor completes the standard Performance Evalua¬ 
tion Report, Exhibit - 1). 
36 
1. The evaluator shall: 
a) Review employee's personnel file. 
b) Review job description. 
c) Review supervisor's last evaluation. 
d) Review evaluation with appropriate 
supervisor/manager before discussing 
w ih emp 1 oyee. 
t) Discuss evaluation with employee explaining 
eacn category and answering questions. 
ROTE : Any supervisor who is transferred, promoted, 
resigns, or is terminated, must fill out a 
Performance Evaluation Sheet on each employee 
directly under his/her supervision before he/she 
leaves. The same will apply when an employee 
leaves from under one supervisor and goes to 
another within DAS, or is transferred from one 
location to another, if the employee under 
his/her supervision has not been evaluated 
within the previous six months. 
The evaluator's supervisor must initiate 
evaluations before discussing it with the 
employee. 
2. The employee may or may not concur with the general 
contents of the Performance Evaluation Report. How¬ 
ever, empioyee/supervisor should privately have 
meeting to discuss all aspects of employee perform¬ 
ance and set new goals, assignments and clear any 
uncertain questions in either person's mind. 
3. If the employee concurs with the Performance Evalua¬ 
tion Report, this indicates that the employee is in 
general agreement with the evaluation of the work 
performance. 
If the employee does not concur with the Performance 
Evaluation Report, this indicates that the employee 
does not agree with the evaluaiton of the work per¬ 
formance and may exhaust the grievance procedures. 
Regardless of the outcome, the employee MUST sign 
the report as an acknowledgement that the supervisor 
has reviewed and discussed the report with the 
employee. 
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4. Evaluations less than satisfactory should: 
a) State probelm(s) in pragmatic, 
tangible way. 
b) Emphasize objective setting. 
c) Set specific targets to improve performance. 
May include training, or assigning a task and 
working closely v;ith the employee. Should be 
narrowed to one or two activities that are 
significant and attainable. 
d) Set deadlines, timetables for implementation. 
e) Establish hew results will be measured. 
Plan should be practical, specific, manageable and 
in writing. 
A copy of the Performance Evaluation Report shall 
be retained in the employee's Bureau of Personnel 
Operstions' personnel file. 
5. Changes in Evaluation. If for any reason the 
Bureau Director should request an alteration of 
the performance evaluation form after it has 
been officially submitted to the Personnel Director, 
such request shall be made in writing and shall 
set forth fully the reasons for the request. The 
request shall become part of the offical perform¬ 
ance evaluation. Any changes in evaluation shall 
be discussed with the employee being evaluated, 
and such employee shall have the right to review 
and/or appeal, the same as with the original evalu¬ 
ation . 
6. Performance Evaluations. Performance Evaluations 
shall be available only to the employee evaluated, 
to the supervisor, Deputy Director(s), Director, 
and Department Head of such employee; to the Per¬ 
sonnel Director; to the Mayor, upon request; and 
to the Civil Service Board upon request. All 
performance evalaution forms shall be signed by 
the employee and the immediate supervisor. The 
employee's signature is not to be interpreted as 
an agreement with the evaluation, but rather that 
said employee has reviewed and discussed the per¬ 
formance evaluation with the immediate supervisor. 
7. Right to Grieve. If an employee disagrees with 
any statements in an evaluation, such employee may 
submit a grievance according to the procedure as 
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outlined in the Civil Service Rules and Regulations, 
Chapter XIX - Grievance and Appeal Procedure. 
IV. Performance Evalaution Criteria. 
(4 Months) 
ATTENDANCE : 
Take into consideration whether or not the employee comes to 
work regularly and informs immediate supervisor when absent. 
Injury on Job Time, Comp Time, and Vacation should not be 
included. Include all Sick Leave, Excused Absences and 
Unexcused Absences with or without pay. 
OUTSTANDING : Employee has been away from work for 0 day. 
HIGHLY 
SATISFACTORY: Employee has been away from work for 1 day. 
SATISFACTORY: Employee has been away from work for 2 days. 
MARGINAL: Employee has been away from work for 3 days. 
REQUIRES 
IMPROVEMENT : Employee has been away from work for 4- -6 days. 
INSUFFICIENT : Employee has been away from work for 7 or more 
days, subject to review by Bureau Director cr 
his/her designee for extenuating circumstances. 
PUNCTUALITY : 
Take into consideration the employee reporting to work on 
time and returning from break and lunch period on time. 
(Include Excused and Unexcused Absences.) 
REQUIRES Employee has two (2) negative documentations in 
IMPROVEMENT: file concerning quality of work. 
INSUFFICIENT: Employee has three negative documentations in 
personnel file concerning quality of work. 
OVERALL PERFORMANCE EVALUATION - OUT OF 11 CATEGORIES: 
OUTSTANDING: 6 - Outstanding (of which 2 must be in Quality 
and Quantity of work) 














Highly Satisfactory ( of which 2 must be in 
Quantity and Quality of work) 
Nothing less than satisfactory 
Satisfactory or above 
Marginal (where no more than one (1) can 
be in punctuality, attendance, quantity 
or quality of work) 
Marginal or less or 2 out of the 4 are in 
attendance, quantity or quality of work). 
Any other categories. 
Requires Improvement or less cr 2 out of the 
4 are in attendnace, punctuality, quantity 
or quality of work. 
Any other categories 
Insufficient or 3 out of the 4 are in 
attendance, punctuality, quantity or 
quality of work. 
Any other categories. 
NOTE: Normally, letters of commendation are given shortly 
after a specific act has been performend. However, letters 
of commendation may be given at the time of the evaluation, 
if the letter contains the specific act accomplished by the 
employee and was above and beyond the call of duty and the 
specific data and time period. 
OUTSTANDING: Employee has been late 0 times. 
HIGHLY 
SATISFACTORY: Employee has beer, late 1 time. 
SATISFACTORY: Employee has been late 2 times. 
REQUIRES Employee has been late 3-5 times or has one 
IMPROVEMENT: (1) negative documentation concerning tardi¬ 
ness in file. 
INSUFFICIENT: Employee has been late 6 or more times or has 
two (2) negative documentations concerning 




Take into consideration whether or not the employee comes 
to work regularly and informs immediate supervisor when 
absent. Injury on Job Time, Comp Time, and Vacation should 
not be included. Include all Sick Leave, Excused Absences 
and Unexcused Absences with or without pay. 
OUTSTANDING: Employee has been away from work for 0 day. 
HIGHLY 
SATISFACTORY: Employee has been away from work for 1 day. 
SATISFACTORY: Employee has been away from work for 2-3 days 
MARGINAL: Employee has been away from work for 4-6 days 
REQUIRES 
IMPROVEMENT : Employee has been away from work for 7-9 days 
INSUFFICIENT: Employee has been away from work for 10 or 
more days, subject to review by Bureau 
Director of his/her designee for extenuating 
circumstances. 
PUNCTUALITY : 
Take into consideration the employee reporting to work on 
time and returning from break and lunch period on time. 
(Include Excused and Unexcused Absences.) 
OUTSTANDING: Employee has been late 0 time. 
HIGHLY 
SATISFACTORY: Employee has been late 1 time. 
SATISFACTORY: Employee has been late 2- -3 times. 
MARGINAL: Employee has been late 4- -5 times. 
REQUIRES Employee has been late 6- -7 times or has one 
IMPROVEMENT: (1) negative documentation concerning tardi¬ 
ness in file. 
INSUFFICIENT: Employee has been late 8 or more times or has 
two (2) negative documentations concerning 




Take into consideration whether or not the employee comes tc 
work regularly and informs immediate supervisor when absent. 
Injury on Job Time, Ccmp Time, and Vacation should not be 
included. Include all Sick Leave, Excused Absences and 
Unexcused Absences with or without pay. 
OUTSTANDING : Employee has been away from work for 0 day. 
HIGHLY 
SATISFACTORY: Employee has been away from fork for 1-2 days. 
SATISFACTORY: Employee has been away from work for 3-4 days. 
MARGINAL : Employee has been away from work for 5-7 days. 
REQUIRES 
IMPROVEMENT: Employee has been away from work for 8-10 days. 
INSUFFICIENT: Employee has been away from work for 11 or more 
days, subject to review by Bureau Director or 
his/her designee for extenuating circumstances. 
PUNCTUALITY : 
Take into consideration the employee reporting to work on time 
and returning from break and lunch period on time. (Include 
Excused and Unexcused Absences.) 
OUTSTANDING: 
HIGHLY 
Employee has been late 0 time. 
SATISFACTORY: Employee has been late 1-2 times. 
SATISFACTORY: Employee has been late 3-4 times. 
MARGINAL: Employee has been late 5-6 times. 
REQUIRES Employee has been late 7-8 times or has one 
IMPROVEMENT: (1) negative 
in file. 
documentation concerning tardiness 
INSUFFICIENT: Employee has been late 9 or ■ more times or has 
two (2) negative documentations concerning 




Take into consideration whether or not the employee comes to 
work regularly and informs immediate supervisor when absent. 
Injury on Jon Time, Comp Time, and Vacation should not be 
included. Include all Sick Leave, Excused Absences and 
Unexcused Absences with or without pay. 
OUTSTANDING : Employee has been away from work for 0-1 cay. 
HIGHLY 
SATISFACTORY: Employee has been away from work for 2-3 days. 
SATISFACTORY: Employee has been away from work for 4-7 days. 
MARGINAL: Employee has been away from work for 8-10 days. 
REQUIRES 
IMPROVEMENT : Employee has been away from work for 11- 13 days 
INSUFFICIENT: Employee has been away from work for 14 or 
more days, subject to review by Bureau Director 
or his/her designee for extenuating circum¬ 
stances . 
PUNCTUALITY : 
Take into consideration the employee reporting to work on time 
and returning from break and lunch period on time. (Include 
Excused and Unexcused Absences.) 
OUTSTANDING: Employee has been late 0-1 time. 
HIGHLY 
SATISFACTORY: Employee has been late 2-3 times. 
SATISFACTORY: Employee has been late 4-5 times. 
MARGINAL: Employee has been late 6-7 times or has two 
(2) negative documentations concerning tardi¬ 
ness in file. 
REQUIRES Employee has b-en late 8-9 times or has three 
IMPROVEMENT: (3) negative documentations concerning tardi¬ 
ness in file. 
INSUFFICIENT: Employee has been late 10 or more times or has 
four (4) negative documentations concerning 
tardiness in file. 
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USE OF TIME £ 
Take into consideration whether the employee refrains from 
wasting time on the job; consider whether the employee con¬ 
verses too much with his/her fellow employees; leaves his 
assigned area too often; gees to the water fountain too 
regularly; goes to the rest room toe often without a medical 
reason; wanders back from lunch and break periods late; also 
consider sleeping on the job. 
OUTSTANDING; Employes clearly and consistently uses his/her 
time wisely fai more than the job requires, 
plus one (1) positive documentation covering 
the entire evaluation period or multiple com¬ 
mendations covering individual instances. 
HIGHLY 
SATISFACTORY: 
Employee consistently utilizes his/her time 
wisely more than the job requires. 
SATISFACTORY: Employee utilizes his/her time wisely; does 
what is required in the position. 
MARGINAL: Employee has one (1) negative documentation 




Employee has two (2) negative documentations 
in personnel file concerning his/her use of 
time. 
INSUFFICIENT: Employee has three (3) negative documentations 
in personnel file concerning his/her use of 
time. 
INITIATIVE: 
Take into consideration how much the employee does on his/her 
own without being told; how much supervision he/she needs in 
carrying out an assignment; does the employee take initiative 
to do other assignments without being told after completing 
a previous assignment; consider what actions the employee 
takes without being told. 
OUTSTANDING: Employee clearly and consistently takes far 
more initiative than the job requires, plus 
one (1) positive commendation covering the 
entire evaluation period or multiple commen¬ 
dations covering individual instances. 
HIGHLY 
SATISFACTORY: 
Employee consistently takes more initiative 
than the job requires. 
SATISFACTORY: Employee does what is required in the position 
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MARGINAL Employee has one (1) negative documentation 
in file concerning his/her initiative. 
REQUIRES 
IMPROVEMENT: 
Employee has two (2) negative documentations in 
file concerning his/her initiative. 
INSUFFICIENT: 
JUDGMENT : 
Employee has three (3) negative documentations 
in personnel file concerning initiative. 
Take into consideration whether or not the decisions the 
employee makes are sound in accordance with his/her job 
classification; consider the employee's ability to recognize 
problems and make corrections as needed without being told 
to do so; consider overall decision making within the job 
classification. 
OUTSTANDING: Employee clearly and consistently makes far 
more accurate decisions than the job requires, 
plus one (I) positive commendation covering 
the entire evaluation period or multiple 
commendations covering individual instances. 
HIGHLY 
SATISFACTORY: 
Employee consistently makes more accurate 
decisions than the job requires. 
SATISFACTORY : Employee does what is required in the position. 
MARGINAL: Employee has one (1) negative documentation 
in file concerning judgment. 
REQUIRES 
IMPROVEMENT: 
Employee has two (2) negative documentations 
in file concerning judgment. 
INSUFFICIENT: 
COOPERATION: 
Employee has three (3) negative documentations 
in personnel file concerning judgment. 
Take into consideration whether or not the employee assists 
co-workers when asked concerning assignments; consider the 
employee who avoids quarrels, fights and unnecessary confronta¬ 
tion; consider whether the employee works overtime and through 
breaks and lunch periods when needed without being asked; con¬ 
sider the employee's overall cooperation in working with others 
in performing his/her duties. 
OUTSTANDING: Employee is clearly and consistently far more 
cooperative than the job requires, plus one 
(1) positive commendation covering the entire 
evaluation period or multiple commendations 




Employee is consistently more cooperative than 
the job requires. 
SATISFACTORY: Employee does what is required in the position 
MARGINAL: Employee has one (1) negativ documentation in 
file concerning cooperation. 
REQUIRES 
IMPROVEMENT : 
Employee has two (2) negative documentations 
in file concerning cooperation. 
INSUFFICIENT: 
REPORTING: 
Employee has three (3) negative documentations 
in file concerning cooperation. 
Take into consideration whether the employee informs his/her 
supervisors of any difficulties in completing an assignment, 
empllvee informs his/her supervisors when an assignment is 
completed. 
OUTSTANDING: Employee distinctly and consistently does far 
mere than the job requires, plus one (1) 
positive commendation covering the entire 
evaluation period or multiple commendations 
covering individual instances. 
HIGHLY 
SATISFACTORY: 
Employee consistently does more than the job 
requires. 
SATISFACTORY: Employee does what is required in the position 
MARGINAL: Employee has one (1) negative documentation 
in file concerning reporting. 
REQUIRES 
IMPROVEMENT: 
Employee has two (2) negative documentations 
in file concerning reporting. 
INSUFFICIENT: 
RELIABILITY: 
Empllyee has three (3) negative documentations 
in personnel file concerning reporting. 
Take into consideration whether or not the employee carries 
out assignments timely and accurately without being checked 
on; keeps supervisors informed judiciously concerning assign¬ 
ments; are assignments sometimes forgotten or neglected with¬ 
out close or constant supervision. 
4 6 
OUTSTANDING : Employee is clearly and consistently far more 
reliable than the job requires; plus one (1) 
positive commendation covering the entire 
evaluation period or multiple commendations 
covering individual instances. 
HIGHLY 
SATISFACTORY: 
Employee is consistently more reliable than 
the job requires. 
SATISFACTORY: Employee does what is required in the position. 
MARGINAL: Employee has one (1) negative documentation in 
file concerning reliability. 
REQUIRES 
IMPROVEMENT : 
Employee has two (2) negative documentations 
in file concerning reliability. 
INSUFFICIENT: 
JOB KNOWLEDGE: 
Empllyee has three (3) negative documentations 
in personnel file concerning reliability. 
Consider overall knowledge of duties and responsibilities as 
required of current position, relative to what should be known 
at the time of the evaluation; does the employee know what to 
do and how to do it without excessive assistance (supervisor's 
discretion and documentation required). 
OUTSTANDING: Employee is clearly and consistently very well 
versed on unusual and complex aspects of the 
job; consulted by others on technical point: (s); 
employee knows far more than the job requires; 
plus one (1) positive commendation covering 
the entire evaluation period or multiple com¬ 
mendations covering individual instances. 
HIGHLY 
SATISFACTORY: 
Employee has very good knowledge of his/her own 
job; consistently knows what to do and how to 
do it beyond what is required. 
SATISFACTORY: Employee knows what to do and how to complete 
assignments in his/her job classification; 
does what is required. 
MARGINAL: Employee has one (1) negative documentation in 
file concerning job knowledge. 
REQUIRES 
IMPROVEMENT: 
Employee has two (2) negative documentations 
in file concerning job knowledge. 
INSUFFICIENT: Employee has three (3) negative documentations 
in personnel file concerning job knowledge. 
4? 
QUANTITY OF WORK: 
Consider the amount of work produced as compared to amount of 
work expected for this nob; does employee complete assignments 
ahead of schedule; meet deadlines (supervisor's discretion 
and documentation required). 
OUTSTANDING: Employee clearly and consistently completes 
work ahead of schedule; clearly and consist¬ 
ently produces far more than the job requires ; 
plus one (1} positive commendation covering 
the entire evaluation period or multiple com¬ 
mendations covering individual instances. 
HIGHLY Employee consistently produces more than the 
SATISFACTORY: job requires; consistently completes work 
ahead of schedule. 
SATISFACTORY: Employee produces what is required in the job 
classification; meets scheduled deadlines; 




Employee has one (1) negative documentation 
in file concerning quantity of work. 
Employee has two (2) negative documentations 
in file concerning quantity of work. 
INSUFFICIENT: Employee has three (3) negative documentations 
in personnel file concerning quantity of work. 
QUALITY OF WORK: 
Consider accuracy; precision; work effectiveness; acceptability; 
work load of individual must be considered (supervisor's dis- 
creation and documentation required). 
OUTSTANDING: Assignments are clearly and consistently accu¬ 
rate and error free, plus one (1) positive 
commendation covering the entire evaluation 
period or multiple commendations covering indi¬ 
vidual instances. 
HIGHLY Assignments are consistently accurate and error 
SATISFACTORY: free; assignments are better than the job 
requires. 
SATISFACTORY: Employee produces the quality of work required 
for present job classification; does what is 
expected. 
MARGINAL: Employee has one (1) negative documentation 




The following survey attempts to measure attitudes toward 
incentives that would motivate employees of the Departmen 
of Administrative Services of the City of Atlana to be more 
productive. The results of this survey will be used in a 
degree paper by Gerald F. Hooper, Jr., a graduate student 
of Public Administration at Atlanta University. 
Please circle ycur response to the following statments. 
What is your job title and classification? 
Job Title: 
Classification  
1. I would be better motivated by a plan linking pay to 
performance to a: 
A. little extens 
B. some extent 
C. great extent 
D. very great extent 
E. not at all 
2. I would be better motivated by a cash award to a: 
A. little extent 
B. some extent 
C. great extent 
D. very great extent 
E. not at all 
3. I would be better motivated by a salary increase to a: 
A. little extent 
B. some extent 
C. great extent 
D. very great extent 
E. not at all 
I would be better motivated by additional annual leave 
to a : 
A. little extent 
B. some extent 
C. great extent 
D. very great extent 






5. I would be better motivated by control of my work 
schedule to a: 
A. little extent 
B. some extent 
C. great extent 
D. very great extent 
E. r.ct at all 
6. I would be better motivated by training opportunities 
t D a : 
A. little extent 
B. some extent 
C. great extent 
D. very great extent 
E. not at all 
7. I would be better motivated by honorary recognition 
to a : 
A. little extent 
B. some extent 
C. great extent 
D. very great extent 
E. not at all 
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